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Educatjonal, 1nst1tutiona] and organizational ]1terature is renlete
with articles, chapters, and reports of d1scuss%ons about boards of trustees.
The functions, responsibilities, and faults with boards are fully covered.
But only one statement has been found where an author who sat as analyst,
visitor, or member of boards, was concerned enough to address: "Ah Open:
Letter to the Chatrman of the Board of Trustees." - That person is Paul H.

Davis, still a consultant to h1gher educat1ona1 1nst1tut1ons The statement
is now gver ten years old. ’

ED124012

With more than ZSbyears personal experience as consultant to educat1on-
al, health, religious, cultural and related organizations, we have worked __°
. with sCores of boards, created them, redes1gned them, upgraded them,. upbfaid-

ed_them, complimented them, hetped theém.  Further, being a college trustee,”

I am particularly sensitive to, understand1ng of, and sympathetic to the
. plight, problems,” and potentigl of 1nd1v1dua1 trustees and -boards as a wh\Te.

2

NN . We are.deeply concerned about "how a board 1s designed to function, how
RN © its membership 1is. selected, how it.is educated, and. how business is conduct-
\ ed. Whether the board of trustees (by whatever name it is .called), serves
a public or private eleemosynary institution, there are cértaifi characteris-
X\ -tics which maintain for all. S
N ~N o
A board of trustees,‘th;tgoverning, zo]icy baard:’

1. 1is charded by statute authority to 'hold’ the institution in .
. trust for the public interest-as a not-for- prof1t corporation to
\ "+ achieve chartered purposes; v '

2. “has financial management respons1b1]1ty and author1ty over the
- . entire institution; v .

~

3. - nust select and evaluate their ch1ef execut1ve officer who in ’
turn b8comes their manager; ~ oo .\\\‘\\\\

. ’ ,
o < ° et
. \35 must provide the central force for® sponsorship and advocacy
- for- institutional stability and security; )
. 1‘
; 5. .must set policies for admaﬁhstrators to 1mp]ement but must not B
: themse]ves 1mp1ement . o s

-

' 6, serves as a codirt of Tast resort.

L)

O _——————_ Within this framework, the board chairperson is. too often recogn1zed
- only as the, presiding officer ‘of meetings,” the ope with ‘the most time avail- '
. jj\ ability,.the one best to 'get along with the chief executive officer', is . J
s a]ways listed first 1n all trustee tabu1at1ons,.JeaV§ academ1c processions, *
- . .
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and signs papers Yet, that role by implication and in fact is [that of
highest pub11c and personal respons1b111ty‘y1th1n the entire ins%dtution.

A\
What shou]d be the characteristics of a board chairperson?

First, chairpersons should have &monstrated Teadership potential. In-

, tang1b1e though thi's criterion d4s, demonstration of leadership capacity

is crucial in times of tension as well as when matters are routine.

. Those who are apathetic or apologeticifor their role are as, counterpro-
ductive as those who are dictatorial. The leadership of a board of
_trustees requires executive finesse, patience, humility, canvictjon,

. and parliamentary skill, fa1rness, and concern for constructive board

! functions. The possess1on of leadership tapacity is a falent; its use
is a skill. ~ .o -
Seeond, chairpersons must be Ynterested in, ‘concerned for, understand-
ing of, and students of his/hen institution in all its dynamics and .
nuances. E]eemosynary institutions are different from all other organ-

»  1ized forms - not the least of which is the 1ntang1b1e non-profit, non-"
production characteristic. Their "bottom 1ineY is inexact even when
playing the 'numbers game' - numbers of students, numbers of patjents,

: v numbers of members, numbers of any kind, and, numbers showing the im-
pact of seryjces: The1r feature and force is the creation and stimula-
tion 6f human creativity' to 1earn, the capacity to heal, or to serve

. human and/or sp1r1€ua1 eeds. .
. RO : 2
Third, -chairpersons must know their 1nst1tut1on»a its nature, its people,
ts programs, its problems, its potential., Only then can leadership
) talent and skills ,be 1nsp1rat1oﬂa1 and d1rect1ve for the board and the

~ ™. ent1re const1tuency . "

‘ s/
Fourth, chairpersons’ Must - 1nterpret -the forces and issues which may ac-

ce]erate or deter the institution from rea]1z1ng fully its chartered

purposes. They wust prevent insulation or isolation from economic,” =
political, or demegrapnic facts and.changes in terms of interpreting
t1tut1ona1 response in advance of possible affect on the institution.

L 9
T, .‘F1fth ‘chairpersons must possess strong 1ntest1na1 fortitude. They must
. Tive with unpopylar decisidns, recalc¢itrant presidents, Toquatious trus-

* tees, difficult pr 1em peophe ~ politicians, staff, faculty, parents,
businhessrien, associa®iaps, media personnel, patients, cliénts. Here is
where faigness, respect,™aqd understanding as personal attributes cope.
into play but where spontanfoys acqujescence has no role. The tempta-
tion to apply personal and offitdal pressures &bound. The chairperson *
serves ohly as a rember of a boar t its chief authority.  The chair-
person is chajrman of the board ds a whale, not its sole voice.

\ ‘ - .
Sixth, chairpersons must respect and utilize“the Structure over which
they are cha1rran Policy consideration and po maKing is for the
Doard of triustees. Policies may be/recommended by the administration
or by the board. But the implementation 'of policy is tke responsibility-
« oi\fgf hief executive officer whom the board selects an

v
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Trustee committee. structure when present must be allowed to function
to study policies, proposa]s and evaluations “and recommend accordingly.
Short cuts, except in emergencies, frustrate the intent and practice of
. committee functions. Further, they in fact disenfranechise individual ~——
. trustee reSponS1b111ty and d1ssuade memb&rs from taklng the1r role seri-
ously. ) . S
Seventh, cha1rpersons must be managers and dreamers. They must manage
their board and dream of what thé board and institution maygbecome in
spite of eydpences to the contrary Much of the blame for,the Thabil-
* ity Qf boards of trustees to manage, 1970 and 1980 1nst1tut¢ons stems .
from the inability of boards to manage their own dest1ny Successful,
dynam1c, involved, copcerned bgards of trustees do not.'just happen'.
Their va]«d1ty and vitality results from conscious management d1re¢t1on.
There is less research and study of the trustee motivation and function,
5 perhaps, then afly other area of business or e1eemosynary organizations.
Yet, the responS1b111ty of trustees to perform is f1rm, legal and final.

Given these character1st1cs in abundance, how can a board chairperson
" better execute his/her leadership responsibility? One answer/may be - very

. . carefully. Here some guidelines may be of assistance. These result from .,

our observations in all kinds of institutions with all kinds of problems.

Some have implications'of general nature. Somj\are specific. A1l are in-

tended to help chairpersons be better chairmgn
A C v " ,\’\ * [N
- The tenure of chairpersons. Some believe that their appointment or election
was by Divine authority hence, a life-long comitment to 'fill the chair'
results. Not so. The cha1rmansh1p is a human.condition. When a person be-
comes ‘convinced that he is ipdispensable as chairman, both'he and the insti-

tution are in trouble. A new chairperson-must be concerned about his/her v
, ; suceessor immediately. They must see<to it that others on the board or those
who are appointed 6r elected are of future chairmanship quality insofar as 2

this is possible.” In most institutions, no person should remain as chairman
«for more than five years. Opne year terms do not compliment the holder, the*
institution, or the public if the board or the institution takes the position
of trustee cha1rman seriously. The chalrmansh{p should not become too com-
. fortable, or too mechanical, or.too inhibiting for promising new leadership,
/ Society's rate of change in all sectors demands 1eadersh1p renewal for valid-
ity, effectiveness, and response. - .
’ -
¥ Chairman and Chief Executive. How shouti a chairperson relate to the chief
executive? Boss-employer? Buddy-buddy? Or protagonist-antagonist? None
of these First, one must try to understand chief executives. Some will
say this is impossible. Perhaps so. But an understanding must be tried. Vas
Many boards undertake the appo1ntment of such_executives with great serious~
-.ness, secrecy, and sacro-sanct attitudes. Then, when the candidate accepts
and reports, the board abdicates its reSponS1b111ty and authority allowing
the“ch1ef executive "to run the darned thing." And so he does. He gets to
- know the chgirperson well if he can. If he can't,” the chairperson of the
selectioh. committee soon becomes board chairman. Then all .is well for awhile
until someth1ng goes wrong or the chief eXecut1ve is attracted e]sewhere

. - "\ ) . ) i
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It is intevesting for, us to note over the years that it takes-a chief
executive about five years to reconstruct a bbapd his way. This, of ceurse,
makes for a very comfortable arrangement. PBut the board is supposed to be
responsible for the management of ‘the institution, should be responsible for

. its own managerent, and for its manager, the chief executive. \fhat happens
//J results from the fact that the.board defaults in its own responsibility to
. manage itself with assistance from, not direction by, the manager. Hence
the board sfiould create its own managenent vehicle by converting ‘the nomin-
5 ating E;pcedure or,creating a Committee on Trustees with broad definjtion
and functions and very, very strong trustees as members. The Committee on
« + Trustees should rank secord in importarce only to the executive committee.
It should define the trustee role and function, prepare and update a trustee
profile, maintain lists of and research on trustee candidates (even those | .
who may be elected), continually analyze present strengths: of menbers, de-
Yiyn the matching of tasks to people, design procedures for trustee enlist-.
ment and programs for trustee education. Too, it should be responsible for
. ' asking trustees 'to resign or accept non-active roles. This vehicle then -
- becomes  a' planning tool, a managerent tool, and an evaluation tool for the
board itself in which both the chief executive and chairperson-play a vital
" _ role but neither one or the other actually controls.
W1fh this self-management function provided for, the chief executive
and chairperson can assure a joint role of insti*utional leadership: one for
+ policy consideration, adoption, and evaluatiofl; the other for policy implemen-
tation. +The role of each officer must be careful]y delineated and mutually
respected -3 . . ‘
Trustee Meetings. The chief executive and chairperson, should prepare each
trustee reeting auznda to be educative as well as legally complete. Each
meeting should address thoroughly one special subject, feature, event, or
~ issue in.addition to regular business. Something stimulating and educative
, ~w Should occur at each'meeting. Routine reports of officers are always self-
\songratu1qtory, never self-immolating, and can:he sent in advance. Thelproc—
ess -of design of such moeu1rcs can foster a grea%5ph¢ef executive-chggrrersen
re]at1or§£:p Hence., there sho¢1d be a conscious, constant effort t8 share
the plannthg of trustee meetings to be substant1ve, interesting, and at the
same time to allow proper tirme for ‘generous discussion of critical items.
You will be interested in C. liorthcote Parkinson's law of triviality" ...the
time spent on any item on an agenda will be in inverse proportion to the sui
" involved" (or the critical 1mportancg of the item to the 1nst1tut1on) (Pa-
renthesis added by author). - \

P

When dq trustees have the opportun1ty to meet alone as trustees; to talk
among themselves about strenhqgths, prob]emb, issues; to evaluate policies,

1 procedures or people? The answer-is, seldom. Yet, all other adversary and
.advocacy groups are structured tc meet, form their positions, .and descend
upon a board of trustees for thoughtful, fair, binding action. Unless the
cha1rperson finds a device - executive $essions, informal meetings, study
meetings, trustee seminars - the board as individuals are a pitiful group
of concerned, responsible people without a vehicle for preparat1on, evalua-

tion, or defense. ; pr// e
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Some institutions are mandated for open meetings exclusively for the
public, media, students, faculty and staff. Most institutions, however, only
sthedule closed meetings. Those who sit in and sit through trustee meetings

- fjnd Tittle happening that cannot: be shared with other institutional constit-
uencies. Exceptions abound and are recognized, but matters of finance, per-

", sonnel, and evaluations can be handled-by committees, in executive sessions,

and in informal sessions appropriate to the issue. Once open sessions are
_authorized and managed well the former mystery is-removed and board members
find themselves being the principal attendees. It takes about one year for
others to find that boards are peopled by humans and_doing their business
well, at least as it appears to them. . - .,
Whose policies? While trustees are responsible for policy making, who has
ever seen a policy? Not many. Yet, there should be a trustee manual of
operation for each board of trustees including policies determined by all
‘previous boards. Minutes need not be scanned for hi;toric validation if a
policy manual becomes a standard operating procedure. Who has ever seen the
institution's charter or 4 complete set of by-laws? Not many. Yet, these
are the instruments for which each trustee is responsible.at law for main-
taining. Each trustee should receive a trustee manual containing all perti-
nent documents incident to his accepted responsibility indexed.and coded for
instant retrieval. Such manuals should be at the trustees position during
meetings and left with the institution except for_special study.

What kinds of Trustees? Whether trustees are appointed by public authority

or are-gelf-perpetuating, each institution should prepare and revise annually
a trustee position description, a profite of a trustee for their iastitution,-,
an analysis of the characteristics of present board members, and a profile

of the institution as 4t is today. Without such guidelines, th lection

of trustees i$ a happenstance procedure at best. Is it any wonder that one
major university with an authorized self-perpetuation trustee body of 36 had
33 attorneys.as members? Without such.guidelines and analysis,.how else can

a political leader with appointive resb3n§'bi1ity determine and be guided by
the kind of volunteer leadership an instifution needs? .0f coupse, he may
- talk with the chief executive in advanhce or with trustee members., but if the
institution does not have its leadership and management requirements thought®
fully and carefully determined, how can they hold others responsible for lead-
ership deficiencies? Most instf;utions{just do. not take the time to design ¢
their leadership requirements. ,As a result, they must settle for medipcre
1gadership, unequal representafion of talent and experience, .and "nice" lead-
ership without power or leverage to secure their own destiny,

<, Ctw R
Who educates trustees? Seldom is the individual trustee or the trustee body .
the object of a specific educative program. -Perhaps the time at which he
hears the most stimulating story about the institution is whén he’ is enlisted
as trustee or begins to serve. Then he is welcomed to his first meeting and
the ‘'sentence' begins. | '

How can he become responsible, or accept responsiBi]ity for the public -
. trust he vows to protect? What a lonely, trusting position hé occupies! .One
¥ wonders what ¥he thought process really is after his first official meeting!

\
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tees

-in capsule form at least. Trugtees must give of their time and such

~. ~ /

The education of a new trustee and the cﬁﬁt:;;:ng education of all trus-
should include these features: ‘

1. "Trustee-in-residence. Each new trustee should be required to spend
time within theorganization with -studenits, patients, c11ents, staff,

and faculty and then 'officers. He should &ttend classes and programs;
eat with students or patients; visit the Tibrary and wards, snack bar,
bull sessions, faculty offices, etc. Never should he present himself

as a trustee but rather as a new trustee. It's safer. Thus “in the
community" he gathers the essence of what the institution is all about

time spent within the organization at.the beginning of their tenure. is
absolutely critical to d11 subséquent invglvement. - L’/

2.  Trustee Retreat/Seminars. Once each year, trustees and their

‘Spouses should spend at least two days in residence -away from the organ-,
ization for a special program of trustee updating. Faculty, sfaff and:

other constituent groups should participate. Exciting and stimulating
programs can be designed along with current issues and problems for dis-
cussion and- pgrt1c1pat10n .

- 3. Trustee Assiqnments Each trustee shou]d be ass1gned one comnittee

function but not necessarily that which is consistent with_his experi-
ence, education, or talent. A banker may eventually be piaced on the _
finance committee, but he should first serve on the generic committees

to find out what the institution is all about.. For instance, in educa-
tional institutions, new trustees should serve on academic or student

affairs committees.

X

4. Trustee Homework. First, the trustee should become a student of
his institution - its program, its nature, its people, its:publicaticns,
Next, each trustee should himself subscribe to appropriate institutéenal
pub11cat1ons to keep abreast of all national issues) programs and prob-
lems. MNext, trustses should be required to atténd, trustee association
and related conferences at least once early in thelir tenure. Next,
books, publications and articles of importance to the institution should
be made available or sent for spec1a1 1nformat1on‘_/F1na11y, reports in
advance of all meet1ngs will give each trustee an opportunity to be pre~
pared to participate in meetings constructively and w1th greater personal
comfort, -

5. Chief Exectutive Newsletter. A periddic br1ef K1p11ngEr -style news-
letter from the chief execut1ve to all trustees onfall matters, pertain-
ing to the organization sustains “interest without burden. t'

6. Socialization. Chief executives should visit with new trﬁ%tnes in
their. homes, their offices, and/or their clubs periodically, of! course,
by invitation. But invitations can be stimulated. FEach trustee should
be visited personally at least annually. - Trustees and ﬂhe1pxspou§es
shou]d be official guests on campus other than at Teet1ng times.

~
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One board of trustees was Eomp]ete]y’rejuvénated by visiting the board
of a sister:institution for a joint discussion of mutual interests.and con- ' "= .
cerns. This practice i3 heartily recommended: and can be™extended to periodic .
regional meetings of boards which are of similar institutiong as well as
those which arg of a diverse nature. Trusteemanship should bexrewarding at
all times and Eot viewed as a socia] burden. o '

- D) Vg -

What is an Executijve Committee? The one funct#on which disturbes more trus-
tees most is, perhaps, the naturge and role of the Executive Committee where
this committee exists and functions or overfunctions. The use of this com-
mittee can become ap gpuse-and a diversion from its original management in-
tent. ‘The executive comittee was designed-tb meet for action between board
meetings. It*was npever ifntended to replace, supplant, or denigrate the full
board operation. The efitire board of trustees is responsible at law. There-,
fore, the executive cgmmittee is only one instrumentality for the continuous
operation of the board. : 1 N

No matter should be brought to the executive committee for action with- . -
out having gone through a standing or special committee for study and rec-
ommendation. The ekecutive committee should have no special perogatives
except emergency action unless it is intended that the executive committee
be the board and the remainimg members and committees of secondary importance.

-

The executive committee should consist of all board officers and chair-
persons of stdnding committees to assur committee \study of impdrtant delib-
erations. A erful, over-active executiwg committee can destroy individual
trustee pride and>eqmmitment to responsible attention and action. The execu-
tive committee can as that each issue to be .presented for full board,
action be preceded by tho h staff work on all facets of the igsue.)

\\‘ ~ - N -/
Advocacy and Support > Trustees shoyld do more than merely attend meetings.- _
They will if assigned tasKs.and gjven responsibility. Trustees should be
proud enough of their role to become spokesmen in their sphere of influence
- professionally, sogially, politically, fraternalty - as informed and enthu-
siastic advocates of their organizatipn.' Beyond council chambers, legisla-
tive halls, - trustees should seek out platforms and media to ‘show and tell' .
others about their institution. Generally, trustee$ are an-invisible constit-
uency unless they are using the board to run for the next gffice.

Further, trustees should be the first to provide 100% support to the
annual fund programs of their organization. Because fhey know what ‘services
cost, because they know sources and resources required to meet budget costs,
they should be the first, each according to his capacity, to provide a measure
of required support needed. Uhere no annual, fund exists, .each can provide in
some measure for a chief executive discretioﬁsry fund to meet urgent people

and program needs. ) .

Insulation/Isolation. One complaint most oftert heard is that trustees do not
get all the facts. Poor staff preparation trustee meetings abound. But
there is another factor. Chief executives themselves tend to insulate and/or
isolate trustees from full disclosure.| For some this may be policy; for others’
style; for others most unintentional. kBQ_a_rd thairpersons have a very special




f§553;51b1]1ty to assure that, the board is a§ fﬁ]]y 1nﬁbvmed as human]y pos-
s1b1e.—.even 1f Tt takes .eh

"3
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Presidential Eva]u on. Todéyvno board 6f trustees can afford the ‘Tuxury

" of. hppointing jef executive officer then sitting back to see how he runs A
~ "the instit “Not only ¥hrough execlitive sessions,. but also by ‘the ap- ,
‘/gglgﬁm of a spec:al .ad.hoc evaluation_cormittee shculd_the bpard seek to = '

re itself that the institution is being well managed. Through such analy-
sis chief executives can be assisted greatly inravoiding mistakes, oversights,
“and practices yhic ch are or may become caunterproduct1ve. Too, strength; once
identified can be capitalized for even greagter good. Se]f evaluation thtough
chief executive reports is insufficient, “The board #ust dssure itself througn
its ewn mechanisms that 1t§/pp11hwes are  being carried cut through sound man-
agement. The boerd may deleqate nubﬁor1ty to manaue, it.cannot-delegate re-
spons1b1}1ty ﬁ [//// . N ST

e - e B e

/ p -

’

4

Board cﬁa1rpersons, these are some peirceptions; some concerns, some .

guideWines, some ccnsiderations.” All result from experience reported and

' observed. All reborr%nq;;wOﬂc are *n being someyhere. At no one‘blacp €an

- we find all such !CQ;&”Fndaf1CnS. Such is the nature of individualism in - .
our society. Ve‘arg not all the same, but we can 1earn from cthcrs ~and
th1< iz what conmun1catwon is all- about . RN ‘ _ .

< , L3 L3

The origwna1 siabewant vag pveb“red o

i~ Tor and given at Portlcnd Cregon, . - o ‘ ' " =
Soptember 1974 for ‘Associaton of " o o :
. Commanity College: 1rustcas '_/ o o ' -
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